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COMPUTATION AND DISTRIBUTION OF BONUSES IN CHINA

Shanghai Tien-1i Kung-ssu Mou-hao
Fa-tien-chi Ta-chien-hsiu—chung i
Chi-hsiang Kung-tso Ching-xen

Shanghai, Sep 1951

Ch'en Miao-ken

Summary: This report describes
system and the relateg system of clas
efficiency of workers in an electric
Electric Power Company.
above-named nonograph;7

the operations of the bonus
sifying and evaluating the

generating plant of the Shanghai
The report cives in rull Chapter III of the

The Shanghai Electric Power Company adopted a new bonus system to revard
its vworkers for their repair of ap unidentified generator. The new system

repudiates the equal distribution principle ang compensates the workers accord-
ing to 2 "work harder ana get more” principle. The 0ld bonus system had several
weak points. For instance, it rewarded the workers on the basis of extra time.
Workers were compensated for the amount of time they put in beyond the origin-
21ly required or estimated time. he liberation the workers slowed

down their work as a means of resistance to the enemy and to force the enemy

to pay for overtime work. This was a correct policy at that time. While this

method was ip use, workers neglected the qualitiy and quantity of their output
and lacked a sense of responsibility. They cared wore for money than for the
quality of work,

Another weakness of the former System was its failur
tion between shkilleg and unskilled labor. It distributed
among the workers. Thus an unskilled worke
a skilled worker. TFor instance, o

e to make a distinc-
the bonus equally

I sometimes received more +than
shover roon attendent received 280,00
yuan while a skilled worker received only 21&0,000 yuan. VWhenever a bonus

was distributed there were quarrels and compleints among the workers. The
8killful and experienced workers were particulariy disappointed,
such a bonus system was detrimental

compeny were determined to revise it

Since
to efficiency, the executives of the
before the repair job was undertaken.

First, the mana
for computing the b
new

gement held consultations with the workers.

A new method
nus was written into th

e collective contract. Under the
system the bonus was to be distributed on o "more-work more-pay" basis.

But the exact amount or the bonus was to be determined by an evaluation commite
tee organized under the leadership of the trade union. Technical skill, initi-
ative, work attitude, and cooperation were among the criteria upon which the

bonus was to be distributed. The revision of the bonus system in fact has some-
what stimulated production.

Characteristics of the New Bonus System

The new system incorporetes a performance responsibility system,
tinguishes two types of bonus: a bonus for the com
for the overfulfillment of quotas. Furthermore,
plan. Such a bonus systen incorﬁorating a performance responsibility system can
prevent the qualitative deterioration of work. It shows the workers a clear

objective and inspires them to develop enthusiasm in their work. A1l these

ere important factors for overfulfillment
of the repair job by 28 percent and for the good quality of work throughout the
repair operations.

It dis-
pletion of quotas and a bonus
it adopts an installment bopus
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Workers are rateqd according to their skill, initiative, ccoperation, and
vwork attitude. op the basis of skill, workers are Placed in three categories
(foreman, technician, and unskilleq worker) covering 16 grades (the evaluation
consists of placing the workers of each category in 6 or 7 grades according to
their cooperation, initietive, and work attitude). The maximum weighted score
Tor a foreman is 70 points and the minimum score for an unskilled worker is hO,
a difference of 30 points. An excellent unskilled worker may be promoted to the
lowest grade of skilled worker, while ap excellent skilled worker may be pro-
moted to the second grade of foreman {sce appended Table 1),

Nine items in conmnection with work attitude, cooperation, and initiative
were formulated for the evaluation of workers. The maximum raw score for each
vorker is 100. The raw Gcore credited to a worker is weighted to obtain hig
exact grade (see appended Table 3). This classification system which follows
the principle of “"work harder and get more" has helped the workers to develop
an enthusiasm for production and has alse encouraged the unskilled workers to
improve their technique during their spare time,

A more reasonable distribution of the bonus may be accomplished through
democrazi. dliscussion, criticism, and self-criticism among workers. Since the
company never before distributed bonuses according to the principle or "work
harder angd gct more” and since the party and union leaders were unfeniliar with
this practice, an evaluation committee, comprisad mainly of wembers of the
production committees in the work shops (which, in turn, consist of cell leaders
of the union ang company management executives), was formed. The evaluation
committee made public its evaluetion results and urged the vworkers to discuss
them thoroughly. An active merer, Chu Shao-ho, proposed the classification
system which wag adopted after it was Tirst examined by the management and
revised by the genernl meeting of the machine shops., Finally, the management
laid down nine items for evaluation purposes after it first presented the
whole matter for discussion among the workers.

After the classification and scoring system was determined, and evaluation
procedure was formulated. The procedure consists or self—reporting, evaluation
by work teams, and evaluation by the committee. Each team held a group meeting
in which each worker gave himself scores on each of the nine items and reported
the scores item by item to the meeting. This was foliloved by criticism and
self-criticism. Then a vote was taken to get the team's raw score of the worker.
The team score credited to each worker was then referred to the evaluation com-
mittee which made a careful comparison of the scores among all the groups,

“ adjusted the scores which were too high or too low, and approved the final rew
: score.

As a result of political agitation, discussion, criticism, and self-
criticism, the shyness of some workers which prevented them from speaking their
minds, and the confused feelings of certain vorkers were gradually eliminated.
All of them conscientiously took part in the evaluation. For instance, in the
group wmeeting workers with ap unsatisfactory work record often drew this com-
ment:  "You are not sufficiently active in your work. You have overscored your-
self and should lower your score a little bit." Byt the conscientious workers
were told by their fellow workers not to be too modest and underscore themselves
and that they should raise their scores. As & result of group discussion and
self-evaluation, the workers Telt that the distribution of' the bonus was Just
and satisfactory. .

Increased political consclousness of the worker is a prerequisite to
solving the problem of Lonus distribution. 1In fact, much time was wasteg in
discussion because the leaders failed at the beginning to develop the political
ideology of the workers., It was not until the party cell, under the guidance
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of the party brapch conmittee, analyzed the situation and Jointly conducted
political indoctrination for the workers with the union that the deviation was
arrested.

The workers were told that by repairing the unidentifieq

edge to support the Resist Amerd,
The management not only mobil

fixed the bonus in an awount n
the workers did not question t

generator they
ca, Ald Korea

ized the workers politically, but alse
ot lower than the rrevious bonus. Consequently,
he proposed bonus plap.

Shortcomings

This bonus system was not 1
and thus failed to develop their

inked to the collective welfare
tvo ways:

collectivist spirit.

of the workers
This may be remedied in

» the collective contract should pro-
fulfilled the management way initiate or
ety and sanitation, workers"' living quar-
ters, cultural activities, etc.

2. A small portion of the bonus may be earmar
their recent fuel-saving ca

cmpaigns, the transport w
Shanghaj Electric Power Company and ip the Hangchow Electric Power Company ear.
marked 25 percent of the bonus for the trade union to improve the general wel-
fare of the workers. This is a very desirable thing %o do. However, this step
wag not taken in the campaign for overhauling the unidentified generator at the
Shanghai Electric Power Company .

Group criticisp and self-criticism
oped into a regular system for selecting model workers,
the evaluation and criticisy only for this campaign. Thus, the value of self-
criticism in production has not been fully utilized.

Furthermore, the absence
of a regular self-criticisy and evaluation system made the final evaluation
rather difficult.

conducted in this campaign was not devel-

The company conducted

The bonus distr
system failed to
Personnel and to
and have decided

ibuted recently Cid not cover engineers.
a certain extent to strengthen the unity wit

develop their usefulness. The workers noticed this shortcoming
to correct it when they undertake the next repair job.

[Avpended tables follow:7

Thus the bonus

Table 1. Grades of Workers
Grade 1L 2 3 4 5 4 7T 8 9 10 11 12 13 1k 15 14
Weighted T 68 66 64 62 4 58 56 54 52 50 8

score

W M on2 10

Grades 1 to 6 for foremen
Grades & to 10 for skilled workers

Grades 9 to 16 for unskilleg

workers
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Table 2. Evaluation Form
Description

Does not quarrel or argue
Helps others voluntarily
Is enthusiastic ip vwork

Is not absent or late and leaves
on time

Takes good care of tools and machines
Contributes to employees ' suggestions
Is thrifty in using materials

Is willing to learn techniques
from others

Is not absent from group meetings
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Maximum
Score
10
10
20

10

10
15
10
10
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Table 3. Methods of Converting Raw Score Into Weighted Score

For Foremen

Raw score 0 8 & 65 60 Score Range: 5 points
Weighted score 70 68 62 60

NOTE :} The basic weighted score for a foreman is 60. i points of raw score scored by a foreman counts

@8 2 and is added to the basic welghted score of 60 to obtain his ed justed weighted score and grade classifi-
cation as indicated in Table 1.

For Skilled Workers

= 2xzlied Workers

Raw score 90 85 & s 70 65 0 55 50 45 Sg";gig%g(ie
Weighted score 63.25 62 -60.75 59.50 58.25 57 55.75 s5h.5 53.25 52 See Note 1

Rounded weighted 62 60 58 56 Sh 52 See Note 2
8Score

NOTES: 1. Basic weighted score for a skilled worker is 52. Each additional 5 roints scored by the worker counts ag
1.25 and is added to the basic weighted score of 52 to obtain his adjustgd weighted score and grade.

‘2. Scores in this column are rounded off and are equal to those listed in Table 1.

3. The basic weigbted score for a skilled worker is 52, therefore if he obtains a raw score -of 40, his weighted
score is 52. : .

[E1j01ns page o here]
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NOTES: The score range for unskilled workers is 5.
additional 5 points of raw score scored by an
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For Unskilled Workers (Rjoins pege 5 here]

‘Raw s?ore 0 85 & 15 70 65 &0 55 50 45 4o
Weighted scorelv 52,5 51.25 S50 48.75 U7.5 k.25 45 43.75 42.5 41.25 4o
Rounded score 52 50 L8 46 Ly 42 4Q

The basic weighted score for an unskilled worker is 40. Each
unskilled worker counts as 1.25 and is added to the basic score

to obtain his adjusted weighted score and grade classification corresponding to that in Table 1.
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